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Introduction

This document is designed to provide guidance on the development of Human Resources strategy

for the health service.  Specifically, it is intended as a best practice template for use by Directors of

Human Resources and their teams across the various health boards and hospitals. 

The main focus for the health service is clearly on providing quality healthcare for all service users

at all times.  This quality of care is dependent on a number of things but significantly on the

organisation’s capacity to recruit and retain quality staff, adapt to a changing workforce, manage

diversity, develop management and talent, adhere to changes in legislation and work with new

strategies.  As a result of these drivers the Human Resources functions within the health

boards/hospitals need to become more strategic and future oriented.  It is hoped that by having a

Human Resources strategy in place that it will be easier to answer the question, ‘are we meeting

the needs of the internal customer and our service users?’ 

Responsibility for day to day people management activities needs to be devolved to Line Managers

with Directors of Human Resources and their teams providing guidance, developing policies, 

promoting best practice in Human Resources activities and most importantly contributing to 

business strategy and to the achievement of business objectives.  This vision can be achieved by the

careful and participative development of a comprehensive Human Resources strategy and through

commitment from both the Human Resources team and management, to implement it.  It is 

essential to the success of the strategy that it is owned not just by the Human Resources function

but by the whole organisation, and at the highest levels.

This guide begins by looking in more detail at the rationale for a Human Resources strategy, how

to develop the most suitable strategy for a health board or hospital and concludes with hints and

tips for effective implementation, including monitoring and review.  
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Section One

Why Develop a Human Resources Strategy?
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Section One

Why Develop a Human Resources Strategy?

Overview
The quality of the health service in Ireland is dependent on the quality of its staff.  The calibre of

its people and the quality of working life that they enjoy will directly influence the quality of 

service experienced by the service user.  Through proactive, efficient, simple to understand and

business focused policies and procedures, Human Resources Departments within the health service

will be able to provide the framework and parameters to manage their valuable people resources

in a cost effective fashion.  This can be achieved by following a well designed Human Resources

strategy. 

The potential of an effective Human Resources strategy is considerable.  At its best, it can ensure

that:

It is not easy to achieve all of these things and the organisations that do manage it, work hard to

get there.  Very few of these things happen by accident.  They are invariably underpinned by a

well thought out strategy.  

At the present time within the health service in Ireland there are a number of drivers for the

development of a Human Resources strategy.  Figure 1, page 5 highlights these.

The health board or hospital attracts and 

selects the best possible people to form its 

workforce. 

People come to understand the culture of the 

health board or hospital and learn to 

contribute to it.

People become highly competent to perform 

in their role. 

People grow in their commitment to the 

health board or hospital and build a career 

within it.

Select

Socialise

Develop

Sustain and Retain
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National Health Strategy 
Health service users are now very acutely aware of their rights and have high expectations of a

quality service.  To ensure the provision of a quality service, it is vital that the Human Resources

processes in each health agency are aligned with best practice.  

The Health strategy places a strong emphasis on how the health service recruits and retains the

best people.  It is increasingly recognised that people add value, and are indeed a strategic

resource.  The presence of an effective Human Resources strategy that complements and is inte-

grated into the overall health strategy is essential.

Specifically, a Human Resources strategy would help to ensure:

• That people are motivated and competent to deliver a quality service.

• That people are helped to embrace changes in standards and new technologies.

• That individuals and teams are working towards agreed objectives that align with health board

or hospital’s goals.

• That personal development planning is facilitated for all employees.

• Consistency in the Human Resources function, both within and across health agencies.

Figure 1: Key Drivers

• National Health Strategy

• Appointment of Directors of Human Resources

• Drive to devolve the HR function

• Difficulties in recruiting and retaining staff

• Partnership

• The changing workforce/managing diversity

• Public perceptions in light of Tribunals etc.
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Appointment of Directors of Human Resources 
The recent development of a new strategic Human Resources post i.e. Director of Human

Resources in the Health Boards, is a concrete acknowledgement of the importance attached to

Human Resources in the health service.  The Directors of Human Resources will be the main drivers

and promoters of the Human Resources strategy.  Together with their Human Resources teams

they will develop strategies to improve the performance of their health organisation and improve

the wellbeing of staff within it.  The role of the Human Resources Department, under the 

guidance of the Director of Human Resources, will be to develop and implement business 

strategies and improve performance.  Specifically, the Human Resources Team will strive to be

proactive, aware of the managers and health board/hospitals future needs and provide a 

professional, cost effective and relevant service to management and staff, which will be open and

considerate to the needs of all staff. 

Drive to devolve the Human Resources function
In an effort to ensure that Human Resources Departments are more proactive, efficient and 

strategic, the day-to-day Human Resource management responsibilities need to become the

responsibility of line managers.  As such, line managers must be equipped with the necessary skills

to effectively manage their teams and take responsibility for decisions that effect their staff.  The

primary role of the Human Resources team is to support the line managers, providing frameworks

for them to work by, giving guidance and support and partnering them to identify their needs and

proactively plan to meet these needs. 

Recent difficulties in recruiting and retaining staff
With unemployment at an all time low it is not surprising that recruiting and retaining staff is a

challenge for the health service.  All health boards report difficulties in recruiting nurses, health

and social care professionals, doctors, clerical staff and others.  Combined with this the health 

service is facing the problem of retaining its staff.  All health agencies need to ensure that they 

facilitate the development of skilled, talented and trained staff.  When considering joining a

health board or hospital, recruits want to know what they will receive in terms of training and

career development.  Money is no longer the sole driver when choosing a career in the health

service.  It has been reported by the Department of Health and Children that thousands of 

registered nurses could be persuaded back into the workforce if more flexible working hours were

introduced.  These and other issues need to be incorporated into a Human Resources strategy and

policies developed to help overcome the problem of recruiting and retaining staff. 
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Partnership
In recent years, Ireland has seen a move towards new models of industrial relations built on the

concept of partnership.  The opportunity for genuine teamwork and co-operation between

employers and unions seems to be very real but it requires changes in behaviour from both 

parties.  Consultation, involvement, compromise and sharing are critical features of progressive 

partnerships.  The very process of developing a Human Resources strategy can be an opportunity

for both parties to address issues, to resolve differences of opinion and to plan a path towards 

successful partnership.

The changing workforce/managing diversity
Government figures estimate that 340,000 immigrants are expected in the next six years and this

influx to the job market will be necessary to maintain the economic prosperity that currently exists

in Ireland, despite the recent down turn in the high-tech sector. 

The changing population demographics are reflected in the workforce with an ageing workforce

and increased participation of foreign nationals and of women.  There is a growth in atypical

working patterns e.g. flexitime, home-working, term-time working.  Health service organisations

are seeking to provide flexible arrangements to accommodate and retain a talented workforce. 

A Human Resources strategy can focus and give life to the aspiration to become an employer of

choice.  More importantly, the absence of a strategy can lead to a health board or hospital 

becoming an unattractive employer simply by not reacting with sufficient speed to changes in the

business climate and job market.

Public perceptions 
In recent times the health service has suffered a lot of bad press from newspapers and the public

in general.  Tribunals such as the Lindsay Tribunal, headlines reporting long waiting lists and

patients waiting on trolleys for lengthy periods of time, to name but a few, have not created a

positive image for health agencies.  At times like these, it can be difficult to sustain high morale

and a sense of pride in one’s profession.  A Human Resources strategy, which conveys commitment

to investing in the development of people, which in turn will improve the quality of care, will help

to improve morale and ultimately the public perception. 
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Section Two

How to Develop a Human Resources Strategy?

In this section we present a model of strategic planning and outline what is involved in Human

Resource strategy formulation.

What is Strategy Formulation?

Strategy formulation is about helping public and non-profit health service organisations respond

effectively to their new situations.

What is Human Resources Strategy?

Having a Human Resources strategy is seen as a route to superior organisational performance.  The

effect is maximised where the Human Resources strategy is linked closely with corporate strategy.

A Human Resources strategy can be defined as:

“The plans, programmes and intentions to develop the human capability of an 

organisation to meet the future needs of its external and internal environment.” 

(Grundy, 1998)

“Human resources are clearly a critical ingredient in any organisations key 

sources of competitive advantage.  In the absence of a robust HR strategy 

clearly linked with corporate strategy, HRM programmes may easily lack 

direction, clarity, coherence and critical mass to add real value.”  

(Grundy, 1998).

Benefits of Strategy Formulation

Can help health board and hospitals:

• Think strategically

• Clarify future direction

• Make today’s decisions in light of their future consequences

• Develop a coherent and defensible basis for decision making

• Exercise maximum discretion in the areas under their control

• Solve major organisational problems

• Improve performance

• Deal effectively with rapidly changing circumstances

• Build teamwork and expertise
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Consultation

The proven principle that ‘people tend to support what they create’ clearly underlines the 

importance of using a consultative process to develop an effective Human Resources strategy.

Consultation throughout the development stage will be key to the success factor and will also help

ensure buy-in from both employees and management.

There are many models that can be used to assist you in developing your Human Resources 

strategy.  We have included one model in this section that can be adapted to suit your particular

needs.

Bryson’s Strategic Planning Process for Public and Non-profit Health Boards or Hospitals

Usually key decision-makers need a reasonably structured process to help 

them identify and resolve the most important issues their health board or 

hospitals face. In this model, Bryson presents a process that has proved 

effective in practice.  When developing a Human Resources strategy for the 

individual health service organiastions a similar process could be used.

Figure 2: Bryson’s eight steps to Strategic Planning  
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1. Development of an initial agreement concerning the strategic
planning

2. Identification and clarification of mandates.

3. Development and clarification of mission and values.

4. External environmental assessment.

5. Internal environmental assessment.

6. Strategic issue identification.

7. Description of the organisation in the future.

8. Description of the health board/hospital in the future.



1. Development of an initial agreement concerning the strategic planning effort. The agreement

may cover the purpose of the Human Resources strategy; preferred steps in the process; the form

and timing of the reports, the role, functions and membership of the strategic planning team; and 

commitment of necessary resources to proceed with the effort.  (The Strategic Planning Team

could include the Director of Human Resources, the Chief Executive, Senior Management and

Union Representatives).

2. Identification and clarification of mandates. The purpose of this step is to identify and clarify

the externally imposed formal and informal mandates placed on the health board or hospital.

These mandates will probably contain legislation, strategies, regulations and so on.  Unless 

these are identified and clarified difficulties will arise.  These include mandates not being adhered

to and/or the health board or hospital not knowing what pursuits are allowed or not allowed.

3. Development and clarification of mission and values. The third step is the development and

clarification of the health board or hospital’s mission and values.  A health board/hospitals mission,

in tandem with its mandates, provides its raison d’Ítre, the social justification for its existence. 

Prior to the development of a mission statement, a health board or hospital could complete a

stakeholder analysis.  A stakeholder is defined as any person, group or health board/hospital that

can place a claim on its attention, resources or output, or is affected by that output.  Examples of 

stakeholders are employees, unions, service users, and the community.

Ideally, the mission, including the core values and key principles, which underpin it, could be

drawn from a consultation process involving the majority of stakeholders, which is the preamble

to the strategy. 

4. External environmental assessment.  The fourth step is the exploration of the environment

outside the health board or hospital in order to identify the opportunities and threats it faces.

Political, economic, social and technological trends and events might be assessed (PEST Analysis),

along with the stakeholders’ criteria for judging the performance of organisation.  Current 

economic trends affecting the Health Boards include staff shortages and the need to recruit from

abroad. 

5. Internal environmental assessment. The next step is an assessment of the health board or 

hospital itself in order to identify its strengths and weaknesses.  Three assessment categories

include assessing resources (inputs), the present Human Resources strategy (process) and 

performance (outputs). 

The identification of strengths, weaknesses, opportunities and threats - or SWOT analysis - in Steps

4 and 5 is very important because every effective strategy will build on strengths and take 

advantage of opportunities, while it overcomes or minimises weaknesses and threats. Current

strengths that exist for Human Resources Departments within Health Boards may include the

recent appointment of Directors of Human Resources.  Weaknesses may include the difficulties in

recruiting and retaining staff.  Opportunities may include targeting older people back into the

workforce and valuing diversity.  Finally, threats may include a withdrawal of funding for HR 

initiatives that can’t be justified in value for money terms.  
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6. Strategic issue identification. Together, the first five elements of the process lead to the sixth,

the identification of strategic issues.  Strategic issues are fundamental policy questions affecting

the health board or hospital’s mandates; mission and values; product or service level, the clients,

users or payers, cost, financing, management or health board or hospitals design.  Bryson

described three basic approaches to the identification of strategic issues: the direct approach, the

goals approach and the scenario approach.

i. Direct approach - strategic planners go straight from a view of mandates, mission and SWOT’s

to the identification of strategic issues.  This approach works best when there is no agreement

on goals, there is no pre-existing vision of success, there is no hierarchical authority that can

impose goals on the other stakeholders or the environment is so turbulent that development of

goals or visions seems unwise.

ii. Goal approach - this is more in line with conventional planning.  This can work if there is fairly

broad and deep agreement on the health board or hospital’s goals and objectives, and if these

are detailed and specific enough.  This approach is more likely to work in public or non-profit

health board/hospitals that are hierarchically organised, pursue narrowly defined missions and

have few powerful stakeholders. 

iii. Scenario approach - whereby the health board or hospital develops a ‘best’ or ‘ideal’ picture of

itself in the future as it successfully fulfils its mission and achieves success.  The strategic issues

concern how the health board/hospital should move from the way it is now to how it would

look and behave according to its vision.  The vision of success approach is most useful if the

organisation will have difficulty identifying strategic issues directly, if no detailed specific 

agreed-upon goals and objectives exist and will be difficult to develop

iv. Strategy Development. In this step, strategies are developed to deal with the issues identified

in the previous steps.  A Human Resources strategy is a pattern of policies, programmes,

actions, decisions and or resource allocations that define where a health board or hospital is,

where it wants to be and how it intends to get there.

Bryson favours a five-point strategy development process.  You can add to this or adapt it to

suit your particular situation.

i. Strategy development usually begins with identification of practical alternatives, dreams or

visions for resolving the strategic issues.  It is of course important to be practical, but if the

organisation is unwilling to entertain at least some ‘dreams’ or ‘visions’ for resolving its 

strategic issues, it probably should not be engaged in strategic planning.  

ii. Next, the planning team could enumerate the barriers to achieving those alternatives,

dreams or visions, and not focus directly on their achievement.
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iii. Once alternatives, dreams and visions, along with barriers to their realisation, are listed, the

team could prepare or request major proposals for achieving the alternatives, dreams or visions

directly, or else indirectly through overcoming the barriers. 

iv. The team then needs to identify the actions needed over the next one to two years to 

implement the proposals. 

v. Finally the team could prepare a detailed work programme to implement the actions. 

An effective strategy needs to meet several criteria.  It needs to be technically workable, 

politically acceptable to key stakeholders, and agree with the health board or hospital’s 

philosophy and core values.  It should also be ethical, moral and legal.

7. Description of the organisation in the future. In the final step in the process for Strategic 

Planning the organisation describes what it should look like as it successfully implements its 

strategies and achieves its full potential.  This description is the ‘vision of success’.  Typically

included in such descriptions is the corporate mission, its basic strategies, its performance 

criteria, some important decision rules, and the ethical standards expected of all employees.

The above eight steps complete the strategy formulation process.  The process is however iterative,

and steps often have to be repeated before satisfactory decisions can be reached.  Implementation

typically should not wait until the eight steps have been completed.  As noted earlier, strategic

thinking and acting are important, and all of the thinking does not have to occur before any

actions are taken.  The eight steps merely make the process of strategic thinking and acting more

orderly and allow more people to participate in the process.  It is important to remember that con-

sultation at all stages will be important.  When the strategy is completed employees can be given

the opportunity to review it and give their views.  Feasible adjustments could then be made after

consultation with the Human Resources team and the Steering Group.  Once finalised, the strategy

needs to be communicated to all employees.  This can be conducted via a number of mediums

such as: 

• Senior Management endorsement

• Cascading briefing meetings

• High quality presentations

• Attractive documentation

• Internet or Intranet

The use of consultants in the development and implementation process

A key issue to be discussed at this stage is whether to develop the Human Resources strategy using

people from within the health board or hospital or to obtain the services of external consultants.

There are several pros and cons of each approach and some of these are outlined in the following

two boxes. 
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Benefits of using health board/ hospital Benefits of using external consultants
employees

• They know the health board/hospital better • External consultants will be able to offer best 

than an external consultant. practice advise and expertise and draw on 

lessons learned from previous work in the area.

• They know who is who to get things done. • The organisation can let someone else take

responsibility for driving the project.

• Designing a HR Strategy presents a challenge • Consultants can be an objective source of

for employees. information.

• It presents employees with the opportunity • External Consultants will have dedicated 

to develop new skills. resources to ensure the development and 

implementation of the strategy happens to 

schedule.

• If done internally the strategy can be • If consultants are doing the work the

designed exactly the way the organisation organisation will not have to worry about 

wants it loosing any of the organisations resources.

• There is a sense of achievement amongst • The organisation can always go back to 

staff when completed. consultants for expert advice when 

implementing the strategy.

• There should be a stronger desire to • Consultants can work in partnership to

implement and more motivation to see it maximise the organisations self sufficiency

through to completion.
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Disadvantages of using health board/ Disadvantages of using external 
hospital employees consultants

• Use up too many of your resources when • Can be very expensive 

designing the strategy and other day to day 

activities may suffer as a result of 

concentration on the HR strategy.

• A lot of time involved. • The consultants may not fully understand the

organisation.

• May not have the expertise in house. • The strategy may not be accepted by all

employees if the process has not been 

communicated properly internally.

• May be more difficult to find examples of • Senior management may not be committed

best practice and there may be nobody to the use of consultants and this will effect

internally with previous experience to learn the work of the consultants.

from.

• Employees may be too embedded in day to • May not be produced to the same standard

day activities of the organisation and may that the organisation requests.

miss broader possibilities.



Lessons and experiences from those organisations who have developed their human resources

strategy. 

As developing a HR strategy can seem like a daunting challenge we spoke to those who have

already designed their strategies to find out about their experiences.  In particular we were 

interested in finding answers to the following questions:

• The process they used to develop the strategy

• Who was involved/ who was on the steering group?

• Who was driving the strategy?

• Was an outside consultant involved in the process?

• What is the current status of the strategy?

• What helped and what hindered the process?

• How long did the process take from the outset to completion?

By way of example, we have outlined between how the Midland Health Board St. James’s Hospital

and the North Western Health Board approached this process.  The approach used by the North

Western Health Board was to develop an action plan on the development of Human Resources

issues.  

Human Resources Strategy15 

Midland Health Board

1. The process used to develop the strategy?

In the Board’s Service Plan for 2000 reference was made to the need for the Board’s Human

Resources strategy and Policies to be dynamic and appropriate to the needs of the day and the

future.

In April 2000 a small steering group was established by the Chief Executive Officer chaired by the

Personnel Officer. 

The steering group drew up a scoping document for the project.  The development of the Human

Resources strategy was undertaken on a project management basis.

2. Who was involved/ who was on the steering group?

The Steering Group consisted of 

Personnel Officer, Chairman, 

Project Management Specialist, 

Health Promotion Officer,

General Manager Acute Hospital Services.

3. Who was driving the strategy?

The project had the full commitment and support of the Chief Executive Officer and Senior

Management of the Board.  The Personnel Officer as Chairman of the steering group was the 

driver of the project.
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Midland Health Board cont’d

4. Was an outside consultant involved in the process?

An outside consultant, Hilary Maher of Limetree Consulting, was engaged to undertake research

into Human Resource good practice and to undertake the consultation process with staff, Unions

and Line Managers and also to produce a draft document.

5.  What is the current status of the strategy?

The Strategy has now been launched and is being implemented.

6. What helped and what hindered the process?

What Helped

• The commitment of the Chief Executive Officer and Senior Management. 

• The new challenges emerging in relation to the recruitment and retention of staff.

• The open minded approach of Line Managers to possible change.

What Hindered

• The fear of change.

• Cynicism.

7.  How long did the process take from the outset to completion?

Fifteen months to the launch of the document.  Implementation will take a number of years.

St James’s Hospital

1. The process used to develop the strategy?

The need for a strategy became highlighted in the process of introducing the new SAP HR System.

The system which is HR lead required changes in responsibility and accountability between 

departments such as Finance, Personnel, I.T. and Line Management.  

The completion of a Clinical Directorate structure of management within the Hospital also

prompted the need for revisiting the roles and responsibilities in the decentralised model of 

management.  The process commenced with general discussions with the Management Executive

Members and these led to more specific discussions for the purpose of developing a Human

Resources strategy.  The finalised strategy was presented to the full Executive Management Group

for approval and referred to the Hospital Board for ratification.

2. Who was involved/ who was on the steering group?

Members of the Executive Management Group i.e. Financial Controller, Personnel Officer, IMS

Manager, General Support Services Manager, Materials Manager, Chief Executive Officer/Deputy

Chief Executive Officer, Director of Nursing, Medical Manpower Manager, Middle Management i.e. 

Business Managers, Nurse Managers, Department Heads and Management staff in the H.R.

Department. 
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St James’s Hospital cont’d

3. Who was driving the strategy?

Subcommittee consisting of the Financial Controller, Personnel Officer and IMS Manager.

4. Was an outside consultant involved in the process?

Hay Consultants facilitated the meetings and drafted the strategy proposals on behalf of the

Executive Management.

5. What is the current status of the strategy?

• Approved by the Executive Management Group.

• Being implemented on a phased basis.

• A submission for additional funding is in with the Eastern Regional Health Authority.

6. What helped and what hindered the process?

Helped

• The decentralised management structure.

• The need to clarify roles and responsibilities due to the introduction of PPARS.

• Generally good co-operation between the key Corporate Departments and a relatively cohesive

Management Group.

Hindered

• Some reluctance initially.

• Traditional boundaries.

• Defensive mentality.

• Funding requirements.

• Need for reskilling existing staff.

7. How long did the process take from the outset to completion?

Around 4-6 months.
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North Western Health Board

1. The process used to develop the strategy?

The process undertaken was to seek a high level overview of the current status of HR development

in the NWHB, triangulating the views of the Director of Human Resources, the Chief Executive

Officer, Senior Managers and the Personnel Team.

Following this analysis, key values were established as were key priority areas in relation to 

policies.  A significant effort was put into clarifying the retrospective roles and responsibilities

between HR and line management in the development and delivery of policy.  The methodology

undertaken included focus groups, questionnaires, structured/semi structured interviews.  The

process is iterative and on-going.  

2. Who was driving the strategy?

The Director of Human Resources and the HR Team.

3. Was an outside consultant involved in the process?

A small amount of external consulting was used to assist in the initial research phase and separate

consulting was used minimally to quality approve the proposals as they were being developed.

4. What is the current status of the strategy?

The priorities for action are being discussed and signed off in terms of the 2002 Service Planning

Process.  The central HR function has been re-organised to reflect the new structures and work is

on-going in relation to the development of decentralised support for General Managers.

5. What helped and what hindered the process?

Helped

• Genuine committment from the Chief Executive Officer and Asst. Chief Executive Officers and

Management Team. 

• Interested line management to assist the development.  

• HR Team openness to change.

Hindered

• Operational pressures.  Some resistance to developing clarity.

• Getting development staff in place.

6. How long did the process take from the outset to completion?

The process is not viewed as linear and is continuing.  It has been in existance for 12 months.



Section Three

Content of a Human Resources Strategy
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Section Three

Content of a Human Resources Strategy

Overview
Section two outlined a possible model for designing a Human Resources strategy.  This was very

much directed at the high, environmental levels and focused on the steps that could be taken

when introducing the notion of the Human Resources strategy and how to go about designing it.

This section focuses on the content that could form the Human Resources strategy and the steps

involved in identifying the content. 

A) Guidelines for Identifying the Content 
When deciding on key action areas to be included in the strategy, a good starting point for each

Human Resources Department is an assessment of ‘where we are now, where we want to be and

how we get there’. 

Where we are now?

In light of the current drivers, as mentioned in section two, health boards and hospitals need to

assess what they could do to overcome obstacles.  These obstacles include the challenge of recruit-

ment and retention, how to work with the new strategy, and the changing workforce.  Each

health board/hospital needs to assess its position in light of these drivers.  Ask yourself what can

we do to become competitive, to attract staff, to maintain staff, to comply with new strategy, to

manage diversity, to improve our public image and so on.  

Where we want to be?

Human Resources departments need to move forward to keep up with and more importantly keep

ahead of the changing times.  Human Resource departments need to be more efficient and to re-

position themselves as deliverers of excellent service, as builders, business leaders, ‘can-doers’. 

How to get there?

The primary role of Human Resources is to take a strategic approach to the management of

Human Resources.

It is recommended that each Human Resources team take each of the action areas to be included

in the strategy and conduct a SWOT analysis (similar to that done at the more strategic level in

Section Two).  For example take the area of recruitment and brainstorm the following:

• What is working well in terms of recruitment in the health board/hospital?

• What is not working well in terms of recruitment in the health board/hospital?

• What is happening in the area that can help us recruit staff? / What are other health agencies

doing to recruit staff?

• What may prevent us from recruiting more staff? or what problems may occur when taking

advantage of the opportunities listed for point three?
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Based on the SWOT analysis the team could then decide: 

• What are the key changes that could be made to our current recruitment process?

• What are the key issues that could be included in the recruitment process?

The advantage of conducting this type of analysis ensures that nothing important is left out and

also it ensures that staff accept the areas for action as the analysis takes place via consultation.  

B) The Content 

The following is a menu of content areas that may be included in a Human Resources strategy:

1. Devolving the Human Resources function

2. Organisational Development 

3. Employee well being

4. Employee relations/partnership

5. Resource planning

6. Recruitment

7. Diversity

8. Selection

9. Induction

10. Training and development

11. Performance management

12. Career management (including succession planning)

13. Management style and culture

14. Staff retention

15. Recognition and rewards

16. Terms and conditions

17. Communication and involvement

1. Devolving the Human Resource Function
The Human Resources strategy generally outlines how the Human Resources function can optimise

its contribution to the health service.  It needs to provide guidance on the role played by the

Human Resource function, its key responsibilities and how it interacts with other functions in the

health board/hospital.  Factors to consider include:

• The HR department should support line managers in their new roles that have been devolved

to them.

• The role of Human Resources e.g. as strategists and internal consultants.

• Integrating the Human Resource function with other health board/hospital functions.

• Marketing the Human Resource function, ensuring a place at Senior Management level, making

a strong business case, securing budget etc.

• Ethics and professionalism in Human Resource Management.

• The process for engaging the services of Human Resource consultants.
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2. Organisational Development

Each organisation is different, therefore, organisational development objectives will vary depend-

ing on where the organisation is now and what it wants to achieve in the coming years.  The fol-

lowing are objectives from both the Midland Health Board and the North Western Health Board

that they included under this action area. 

• Decentralise as much HR management authority to line managers as possible, with appropriate

support and resources (Midland Health Board).

• Ensure consistent application of people management principles and good practices and widen

the scope of HR to include Organisational Development. (Midland Health Board). 

• Introduce policies and procedures to ensure the implementation of a progressive human

resources policy and to ensure the creation of a positive corporate culture and high staff loyalty

and commitment (North Western Health Board).

• The organisation will seek to ensure the right balance between control and innovation by

developing clear policies, procedures and guidelines to define responsibility and accountability

and by developing approaches that encourage innovation and foster learning through action

(North Western Health Board).

• The organisation will develop a closeness to its customers, both internal and external, through

actions such as consumer and staff involvement in planning/evaluation; delivery of services

close to the public and displaying an ethos of open communication with the public (North

Western Health Board).

3. Employee well being
Sample objectives that could be included under this area include some of the following.  These

objectives will depend on where the organisation is currently situated with regards to employee

well being objectives. 

• Providing an organisational context (mission, values, policies, management style) and job/work

conditions (job design, work relationships, physical environment, objective setting, training and 

development) which are conducive to physical, emotional and psychological wellness and which

help employees to look after their own health. (Midland Health Board).

• Providing staff with flexible employment opportunities, and continually working to ensure that

the rights of those who avail of flexible working options or who work only their required hours

are not adversely affected as a result of their choice (Midland Health Board).

• Providing all employees of the Board with access to a responsive and confidential employee

assistance service, which helps them to deal with personal problems and/or work-related 

problems, which are impeding their effectiveness at work (Midland Health Board).

• Recognising and supporting the health and wellbeing of all people by the organisation

(Bromley Hospitals NHS Trust).

• Develop a health promotion programme. (Bromley Hospitals NHS Trust).

• Conduct regular employee satisfaction surveys (Midland Health Board).

• Provide a confidential support service providing advice, assistance and information in relation

to welfare services, support groups, national specialist help-lines, and guidance in relation to

coping with stress and interpersonal conflict within the workplace (Midland Health Board).
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4. Employee relations/partnership
The Human Resources strategy could include information on the most appropriate models of

employee relations, with particular emphasis on the Partnership model.  It could include guidance

on:

• Developing a strategy and model of Partnership.

• The process for developing a charter of Partnership.

• The values on which Partnership will be based/the ‘Ground Rules’ to be adhered to.

• Guidelines on what Partnership is used for and what it is not appropriately used for.

• How Partnership will work in practice.

Sample objectives for Partnership 

• The ‘Partnership Process’ will be reviewed by Central Human Resources with the partners to

assess what structures could be introduced/changed or measures taken to improve on the 

climate already existing in the health board/hospital.

• Central Human Resources will continue to develop consultation with the partners regarding

developments and plans for the health board/hospital, which affect the welfare and conditions

of its employees.

• In order to minimise the extent of industrial relations incidents a code of practice will be 

prepared by Central Human Resources to assist management and staff in proactively managing

any issues as or before they escalate. 

Other areas that could be included under this action area include employees rights being 

acknowledged, well being, grievances and discipline. 

Sample objectives for employee relations

• Continue to develop consultation regarding developments and plans for the organisation

which affect the welfare and conditions of its employees (North Western Health Board).

• In order to minimise the extent of industrial relations incidents a code of practice will be 

prepared by Central HR to assist management and staff in proactively managing any issues as

or before they escalate (North Western Health Board).

• Expertise and advice on employee relations legislation and practices will be provided and 

communicated to managers by Central HR (North Western Health Board).

• Prompt and efficient responses to grievance and disciplinary claims should be given by both

Central HR and by line management (North Western Health Board).

• Managers should be kept informed regularly about current issues in employee relations and in

particular on issues, which affect the individual managers’ section (North Western Health

Board).

• Managers must take a proactive approach to employee relations matters by ensuring two way

communications with staff directly (North Western Health Board).

• Managers must ensure that respect for all employees is a key value underpinning employee

relations and communications (North Western Health Board).
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• A consistent approach to the interpretation of decisions will be facilitated by clear 

communications from Central HR to managers and by managers approaching Central HR for

direction. (St. James’s Hospital)

• Expert advice on employee relations legislation and practices will be provided and 

communicated to managers from Central HR. (St. James’s Hospital)

5. Resource Planning
As the provision of public services is a strongly labour-intensive activity, it is essential for the health

service and individual Health Boards to think many years ahead about the numbers and types of

staff it will need and where such staff will come from.  Thus, the process of strategic Human

Resources planning is a vital management task.

It is an essential business function in that it facilitates the careful planning of expenditure and

growth and from the human resource practitioner’s perspective, it facilitates planned and 

pro-active recruitment.  The challenge lies in getting local managers to accurately predict their

required staff numbers for the year ahead.  

Including this area in the strategy will require agreeing with all stakeholders exactly how it is

going to work.  Negotiating the process of resource planning is key.  Below, you will find some

guidelines on how resource planning should work and the factors to consider when planning

ahead.  The SWOT analysis will help to identify the content. 

How resource planning could work

• Like regular financial planning, beginning the process at least two months ahead of yearend is

critical.

• Each manager could work from local objectives to anticipate the numbers of people and the

skills required to deliver these objectives.  Managers arguing for increased headcount could be

encouraged to do so by highlighting increased accountabilities in their objectives.

• All proposed head-counts must be approved within the overall budget for the year.

What factors to consider

• Consider not only the numbers of staff needed but the skills that they will require to bring to

their role.

• Anticipating change is critical so:

- Factor in the likely loss of staff due to turnover, including retirement and promotion.

- Technological changes

- Try to accommodate succession plans.

- Try to predict changes in the business environment that will require increased or decreased

staff numbers.

- Changes in professional requirements

• Any industrial relations agreements for staffing must be facilitated within the plan.
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• Taking account of factors such as staff turnover, staff retirement and internal promotions, 

projections can be made about the likely future availability of staff on the assumption that no

new recruitment takes place. 

These projections can be made for any number of years ahead but at each point in time a 

comparison between demands and availability will indicate the estimated shortfall in staff (or in

some cases staffing surplus) expected to occur at that point in time.  Clearly, there will be 

considerable uncertainties involved, but that is inherent in any form of strategic planning.

When the final resource plans have been signed off, a detailed recruitment plan can be drawn up

for the year ahead.  While some recruitment activity can never be pre-planned, sound resource

planning helps the Human Resources function to be as proactive and composed as possible.  It may

even be possible to group like roles together to achieve greater efficiencies in the recruitment 

process.  

6. Recruitment
The objective of recruitment is to attract, from the widest possible audience, a group of 

candidates with the appropriate skills, knowledge and attributes from which to select the 

prospective employees.  It is also important that the recruitment process helps potential employees

to make an informed and realistic decision on the suitability of the health board/hospital for them.

It is a critical part of resourcing the business in that it determines the pool of talent from which

future employees will be drawn.  Getting recruitment right can save considerable time when it

comes to selection. 

The SWOT analysis will help identify the main areas to be included under this section.  This could

include: 

• What process should managers use to request that a position be filled?

• Specifically, what information should they provide?

- A budget rationale?

- A role profile including a description of the job and the skills required?

• What criteria should be used i.e. competencies? 

- If so, where will they come from and who puts together the role profile?

• What avenues will be pursued to attract people?  

- Should we look inside or outside the health board/hospital, or both?

- How much time is available?

- What is the budget?

- What can be done to overcome skill shortages?

- What is the best way to get to a wide audience of people who have the skills?

- What scope is there for incentive schemes e.g. to involve existing employees in the search

for talent?
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• How can we give the candidates a realistic preview of the role?

- Who could compile this information?

- How can it be presented?

The turn around time from the manager’s request to the successful applicant’s start date can only

be determined once these questions have been answered.  It is advisable to include suggested turn

around times in the strategy to manage the expectations of the customers of the Human

Resources function.

Sample recruitment objectives 

• Review the current recruitment procedures and make recommendations for increasing 

efficiency and success rates.

• Introduce alternative resourcing methods e.g. overseas recruitment, recovering staff who have

left the profession concerned.

• Implement a competency-based process, in line with best practice in recruitment and selection.

• Train managers to become more familiar with the recruitment process.

• Actively promote the continued use of flexible working patterns to best meet the needs of

patients and staff.

• Establish a recruitment website.

• Have in place an annual workforce plan.

• Demonstrate year on year improvement in retention rates for all health professional staff.

• Demonstrate progress towards a workforce that, year-on-year becomes more representative of

the community it serves at all levels of the health board/hospital.

7. Diversity
As a result of recent legislation (Employment Equality Act, 1998 and the Equal Status Act 2000),

demographic and economic changes, diversity has become a reality for all organisations.  The

health service in particular has reported staff shortages for the last couple of years and many 

foreign nationals have been employed to help fill these vacancies.  For this reason it is imperative

that the health service includes managing diversity as part of its strategic plan and the Human

Resources department within each organisation has a part to play in managing diversity.  The

health service is aiming to move towards a networked, multi-disciplinary team-based organisation

that respects the diversity of different professional groups.  This will ultimately be of benefit to

the service users.  To assist with this aim some of the following objectives could be included in this

action area.

• Ensuring that all HR processes such as recruitment, selection, performance management, 

training etc. are in line with best practice and satisfy the requirements of employment 

legislation.  This will include ensuring that foreign nationals are inducted properly into the

organisation and into the country.

• Helping people managers to develop positive people skills.

• Ensuring a fair working environment by increasing awareness of the issues surrounding 

diversity amongst staff. 
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• Actively encourage staff to raise concerns about harassment or violence from patients and 

colleagues.

• Striving to be as flexible as possible in designing systems, procedures and working practices to

ensure that a diverse range of employees can contribute to the success of the organisation. 

• Creating a positive culture around diversity by ensuring that managers have the skills and 

backing to innovate in this area.   

8. Selection
The objective of selection is to ensure that all procedures relating to entry to or movement within

the organisation are fair and objective and that all documentation is recorded in line with best

practice.  The strategy could also include an objective to give feedback in relation to selection and

promotion decisions.

Including this area in the strategy will require you to weigh up a number of options as listed

below: 

• What type of selection methods would best measure the criteria that have been set for the

role?

- Do you want to supplement the traditional interview with something of better predictive

validity and reliability?

- Will performance data be considered as part of internal selection decisions?

• What selection tools are realistic for you to suggest given the resources and expertise at 

your disposal?

• What resources should managers have to commit to the recruitment and selection process?  

- If the Human Resources function takes on sole responsibility for this, how will it affect the

time scales? 

- What are the risks of involving managers? 

• Who will have responsibility for developing the tools, Human Resources or local managers?

• What training will be required by the Human Resources team and any others who will be

involved in selection activities?

• How well does the health board/hospital comply with employment equality legislation?

• What standards will be set around best practice in the short, medium and long term?

- For many health board/hospitals a phased approach towards best practice is best. 

• What level of feedback will be given to internal and external candidates?

The SWOT analysis will help answer some of these questions. 

Sample selection objectives

• Training for interviews.

• Designing selection methods that will provide the participant with a realistic preview of the role.

• Strive to achieve best practice methods by benchmarking selection processes in other health

agencies.

• Ensure selection procedures are in line with current employment legislation and communicate

this legislation to all employees involved in the selection process.
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9.  Induction
The objective of induction is to reduce as much of the uncertainty that new employees have

regarding their role and their future.

As the first development experience that the employee is offered, the induction program has the

potential to make a significant impact on their motivation.  Many options exist for induction pro-

grams and some suggestions are made below as to what the strategy might outline:

• The strategy could clarify the goal of the induction process.  In doing so it must make clear the

link between induction and ongoing personal development.

In summary, the strategy will need to clearly show:

• What the employee will get out of the induction

• What it will involve

• How long it will last for

• Who will get involved

Sample induction objectives

• Ensure all new staff are inducted in a timely way to the Agency and to the Service.

• A local induction programme will be developed and implemented by line managers to 

complement the corporate programme.

• It is the responsibility of line managers to ensure that all new employees have attended the

corporate induction programme.

10.  Training and development
The objective of training and development is to equip employees with the knowledge and skills

that the health board/hospital needs for improved performance and growth and to harness the

potential of employees.  A systematic evaluation of training needs is required to ensure that 

training and development is targeted where it is needed, when it is needed.

The Human Resources strategy could provide guidance on a number of factors relating to the

assessment of needs and the provision, delivery and evaluation of training and development 

interventions.  Issues to consider include:

• What sources of information will be used in the assessment of training needs? e.g.:

- Projected skills needs.

- Performance deficits.

- Perceived need for cultural change.

- Output from performance appraisals / personal development plans.

- Environmental scanning e.g. new technologies, techniques of management, approaches to 

patient care.

- Industrial relations and employee morale.

- Patient evaluation of services.

- Employee surveys concerning training needs at different levels in the health board/hospital.
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• What resources will be allocated to training and development and how will resources be 

allocated?

- What is the process for authorising training courses?

- Who identifies suitable programmes?

- Is training activity linked to an overall training plan or piece-meal?

- How is training spend monitored against budget?

- What facility is available to run tailored programmes for groups e.g. management 

development programmes?

• What training methods will be utilised?

- In house or external courses.

- On the job or off the job techniques.

• How will transfer of learning to the workplace be ensured?  Training is only truly effective if it

results in more effective work behaviour.  

Approaches to consider include:

- Ensuring co-ordination such that there is immediate opportunity to practise new skills in

the workplace.

- Ensuring that new technology training is only carried out when there is immediate “hands-

on” access to new systems.

- Training a number of people together so that all are enthused and implementation of new

behaviours are discussed during training, or cascading training by making trainees become

trainers for next level down.

• How can the implementation of learning be ensured?  How will learning and development be

supported “on-the-job”?  Support and feedback may be given by:

- Individual’s manager as part of a continual appraisal/development process.

- A mentor who can provide advice and support.

- Peers trained to give feedback.

- The individual him/herself on the basis of training to evaluate performance improvement

using specific criteria.

• Are people rewarded for the achievement of development objectives?  Is there an accreditation

system in place?

• Is there scope for people to attain professional qualifications?  Are external studies sponsored? 

What is the funding process for educational assistance?

• How will training be evaluated?

- Short-term e.g. in-class reactions, review and feedback sessions, end of course 

questionnaires, evaluation of knowledge acquired through examination.

- Medium-term e.g. re-evaluation in retrospect following attempts to transfer to work place;

evaluation of behaviour/performance by self, manager, peers, sub-ordinates.

- Long-term (improved performance of individuals and the health board/hospital) e.g. 

performance against benchmarks, utilisation of technology, quality and above all, patient

satisfaction.

Human Resources Strategy29 



Sample training and development objectives

• Identify an overall budget for training and development, giving consideration to individual and

service needs.

• The training and development needs of each member of staff need to be identified by 

managers.

• Develop management development programmes.

• Roll out the development of Personal Development Planning for all staff.

• Ensure all new staff are inducted in a timely way to the Board and to the service.

11. Performance management
Performance management processes have come to the fore in recent times as a process of 

providing a more integrated and continuous approach to performance improvement.  Based on

the principle of management by agreement or contract, performance management processes tend

to emphasise development and the initiation of self-managed learning plans as well as the 

integration of individual and health board/hospital’s objectives.  Performance management is a

means of getting better results from the health board/hospital, team and individual by developing

a shared understanding of goals, by establishing standards and competence requirements and by

supporting people to achieve these goals and standards.  

The Human Resources strategy could provide guidance on a range of factors relating to the 

development and implementation of Performance Management Processes.  The perspectives of

key stakeholders must be accessed.  For example, what is the Union view on this issue?  What are

the concerns relating to the concept?  How can these concerns be overcome?

Is performance managed on a formal or informal basis?  Aside from a formal performance 

management process, do managers praise, support and provide developmental feedback on an

ongoing basis?

• In embarking on the development of an effective performance management process, 

consultation and information sharing are essential.  

- Is there scope to involve a representative team of stakeholders to develop the process?

- Is performance linked with pay/bonus?

• How are individual goals set?

- Importance of agreeing SMART (Specific, Measurable, Agreed, Realistic, Timebound) goals.

- Cascade of health board/hospital/departmental/individual goals.

- Ensuring alignment of goals.

- Are values incorporated and measured in the process?
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• What quality assurance mechanisms are in place to ensure effective implementation?

- Training for appraisors/ appraisees.

- Quality assurance committee to review process implementation.

- Who to approach with concerns regarding the process.

• How is under-performance managed?

Sample performance management objectives

• Design a system which enables all staff to receive team and/or individual feedback on their 

performance from their line manager, their colleagues, their own staff (where relevant).

• Ensure that managers are competent in giving feedback and in dealing with conflict.

• Managers must hold regular meetings with staff to provide focus through objective setting, to

review performance, and to identify and solve any problems relating to performance.

12. Career management 
Health board/hospitals are increasingly recognising the importance of having an effective career

management process, as a means to developing and retaining staff.  Lack of career progression has

been cited among graduates as their number one reason for leaving initial employers.  

Career planning shapes the progression of people within the health board/hospital in accordance

with assessments of health board/hospital’s needs and the performance, potential and preferences

of individual staff members. 

The Human Resources strategy can provide the basis for the formulation of career management

policies.  It could clarify key drivers, roles and responsibilities.  Some factors to consider include:

• The process of identifying the attributes and competencies required for different roles in the

health board/hospital.  

- How are job ladders and job families analysed?

- How is the information gained from this analysis best utilised?

• The Human Resources strategy could provide guidance on the health agencies position with

regard to “grow your own” i.e. developing from within or “buying in” i.e. recruiting externally.

- Consider demand and supply forecasts.

- Skills gap analysis. 

• The role of the manager and the individual in career management:

- The extent to which individuals are empowered to manage their careers.

- Communication of career paths.

- Tools available to individuals for career planning and development processes.

- Ownership of career plans.

- Support and development (formal and informal) for career progression.
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- Incorporating career planning/discussion of aspirations into the performance 

management/development process.

- Career advice through programmes, literature, information technology (e.g. On-line 

support, CD Roms), career advisors.

What is the health services position on “fast tracking”?  How is it balanced with career planning

for the majority of employees who also need to be motivated, encouraged and given every 

opportunity to use and develop their skills and abilities?  Is there a high flyer scheme in operation?

How is it managed to ensure that the health board/hospital’s expectations and participant 

expectations are met?

Sample career management objectives

• In conjunction with line managers, map out a number of career pathways for major ‘job 

families’ (e.g. clerical/administrative, nursing, therapists, service managers seeking to move into

general management, etc.).

• Develop and co-ordinate relations with suppliers/vendors of relevant training and development,

education (including sponsorship).

13. Management style and culture
As the HR department devolves many of its functions to Line Managers it is important that they

adapt an appropriate management style to effectively deal with these new responsibilities.  This in

turn will lead to the creation of a different culture.  It is important to note that this type of 

culture may already be in existence in some organisations.  The Midland Health Board is a good 

example of an organisation, which is trying to change its management style and culture.  The

Midland Health Board are trying to move away from a ‘command and control’ and ‘parent-child’

management style to the adoption of a standard of good practice in managing people based on

parity of esteem, respect for diversity and an ability to lead through inclusion and participation.

To help them achieve this style they are developing a manager development programme, which

will focus on the acquisition of all competencies relevant to excellent people and performance

management.  

14. Staff retention
The challenge of staff retention in the current economic climate is well documented, with some

health board/hospitals declaring their participation in a “war for talent”.  The health agencies are

not immune to the challenge of attrition. 

The Human Resources strategy needs to provide guidance on a strategic approach to retaining

staff, through analysing the extent of the challenge and developing a holistic approach to 

retention that includes both hard and soft benefits.  Factors to consider include:
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Who is responsible for staff retention?  The key role that managers play? Enhancing health

board/hospital’s commitment through effective recruitment, development and management 

relationships.  Managing expectations through realistic job previews, open and honest 

communication, not overselling development opportunities.  The following are some of the areas

for consideration that would more than likely be uncovered by a SWOT analysis:

• How is the challenge best assessed?

- Monitoring and use of turnover rates.

- Industry benchmarking.

• Uncovering motivators to stay / motivators to leave.

- Staff satisfaction surveys as preventative measures.

- The use of exit interviews (Who conducts them?  How is the information used?).

• Developing a culture where people want to stay.

- What hard benefits to consider (for example, competitive salaries, pensions, leave 

entitlements etc).

- What soft benefits to consider (for example, training and development, work/life balance,

fee back etc)?

- The use of retention specific incentives e.g. loyalty bonuses, the merits and pitfalls of 

targeting specific categories of staff the health board/hospital is “at risk” of losing.

- Provision of Employee Assistance Programmes.

• The provision of flexible working arrangements (e.g. flexitime, homeworking, childcare 

provision etc.) has been shown to be a key factor in attracting and retaining staff.  Issues to

consider include:

- What types of flexible arrangements do people want?

- What flexible arrangements could feasibly be provided?

- How is the provision of such arrangements managed, monitored and evaluated?

Sample objectives for retention

• Demonstrate year-on-year improvement in retention rates for all health professional staff.

• Conduct a survey on what particular flexible working options are favourable amongst staff.

• Conduct a feasibility study to examine the different flexible working arrangements for various

positions.
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15. Recognition and Rewards
The Human Resources function has no control over financial awards but it can influence the 

recognition and ‘soft’ rewards that employees could receive. This will ensure that employees feel

that they are receiving recognition for their efforts. 

The Human Resources strategy could provide guidance on how the health service could develop

integrated policies, processes and practices for rewarding its employees in accordance with their

work efforts. 

Sample objectives for recognition and reward

• All managers should be giving regular constructive feedback to staff.

• Exceptional performance should be brought to the attention of senior management and

rewarded.

• Managers should give rewards that are within discretion such as time in lieu, promotion and

job enhancement to reward staff whose performance warrants it.

16. Terms and conditions
Terms and conditions form an essential basis of the employer/employee relationship.  The Human

Resources strategy could provide guidance on the process for updating or changing terms and 

conditions.  It is important that the health agency keeps abreast of European directives and

national employment legislation that will influence terms and conditions.  The past two years have

seen significant changes in legislation (for example the introduction of the Employment Equality

Act, 1998, which outlaws discrimination in terms and conditions, on nine key grounds) that will

impact on employee provisions.  The introduction of legislation heightens the need for adequate

policies, for example, harassment/bullying policies; fair selection policies etc.  The latest budget has

seen changes in the provision of Maternity leave.  

It is essential that the Human Resources strategy outlines the importance of being informed of

such changes and of ensuring that terms and conditions comply with the necessary directives.

Terms and conditions include holiday and leave provisions, including compassionate leave; sick

leave; maternity/paternity/parental/force major leave; pension, probationary period; disciplinary

procedures; grievance procedures; retirement; termination of employment etc.

The Human Resources strategy could provide guidance on the process of changing terms and 

conditions, taking into account the following factors:

• How do the following factors influence terms and conditions, e.g.:

- National Legislation

- Other Governmental influences e.g. National Budget outcomes

- European Directives

- Benchmarking

- Custom and practice
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• How is the process of updating Terms and Conditions most smoothly implemented?

- Union involvement

- Communication to all

Sample objectives for terms and conditions

• Communicating new legislation to all staff on regular basis and highlighting the implications

for them.

• Keeping up to date with legislation, attending relevant conferences and communicating 

conference information to colleagues.

17. Communication and involvement
Good communication is essential for a health board/hospital to achieve co-ordinated goals and

results.  There is a range of communication channels and methods available and the effectiveness

of each will depend on issues including:

• What needs to be communicated?

• Who is the target audience?

• Is communication one-way or two-way?

• To what extent is communication for information purposes or for the purposes of gaining 

commitment?

• To what extent does communication involve relaying a decision or joint decision-making?

An effective Human Resources strategy could provide guidance on the use of various systems to

ensure effective involvement, participation and communication with employees.  Communication

processes and the ways in which information is shared will significantly affect employee relations.  

Factors to consider include:

• What forms and levels of employee involvement and participation processes are available and

feasible?

• What scope is there to introduce processes such as attitude surveys, quality circles, joint 

consultative committees, work councils, suggestion schemes etc.?

• What communication methods are available e.g. magazines, newsletters, bulletins, notice

boards, team briefings etc.The Human Resources strategy should also pave the way for the

examination of new channels of communication e.g. by providing guidance on the use of 

electronic mail systems, the introduction of policy on e-mail usage to ensure effectiveness etc.
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Sample objectives for communication and involvement

• Establish a Project Team to review internal communications and to design a Code of Practice.

• Ensure that managers are aware of the values and practices they are expected to uphold in

their day-to-day dealings with staff/volunteers and with patients.

• Provide monthly reports to staff from the CEO.

• Undertake an annual staff attitude survey.

• Involve staff routinely in the planning and review of performance of the service and in decision

making relating to future service.
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Section Four

Implementing a Human Resources Strategy

The process of implementing a Human Resources strategy

The implementation phase is where the challenges of change must be overcome.  It is invariably a

difficult part of the process and requires commitment from all of the key stakeholders.  Creating a

sense of motivation to implement the strategy is a crucial first step and often it is necessary to

temper the enthusiasm of those who wrote the strategy while the processes of communication

and gaining buy in take place.  Below we look at some of the factors to be considered in the

implementation plan, a model of implementation and sample step by step approach.  

The 80:20 rule
The “80:20 rule” is a concept that has its origins in time management theory, but here it refers to

a different concept.  In designing your strategy, you will have been striving towards best practice,

with the vision that one day it will all work the way it should, the way it does in the text books.

Its an admirable goal but when it comes to implementation, ask yourself which of the following

you would prefer:

• Procedures that are 100% best practice but not really used by managers and staff

• Procedures that are 80% in line with best practice but 100% used by managers and staff.  

Ideally, you’ll have started to think about implementation once you began putting your strategy

together, and you will have involved all of your key stakeholders in that process.  People will have

been consulted, involved and empowered to help shape the strategy.  If so, you will have secured

some buy in already and the implementation will be easier because the strategy is part owned by

the stakeholders.  

The 80:20 rule is about continuing the theme of consultation and involvement by tasking working

groups, made up of all sorts of stakeholders, with the job of designing and implementing the new

procedures.  Its called empowered team learning and while the final procedures may not be 100%

in line with best practice, as you might have designed them, they will probably be 100% used.  

True empowerment however, is difficult to get right.  It isn’t about handing over all the 

responsibility, and accountability, to the design team.  It is about retaining accountability for the

final product while making sure the design team do a good job through training, coaching and

careful facilitation.  If you get it right, you can achieve fantastic results and the implementation of

any of the areas outlined in Section Three could benefit from this approach.   
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Take a look at yourself 
Before you take the next steps in the implementation of the strategy, you would be well advised

to take a long hard look at your own department.  With so many Human Resources strategies

striving to devolve the function to line management, and create a central HR team as internal 

consultants, there are an abundance of examples where it failed, simply because the HR team 

didn’t have the experience, competencies or reputation to position itself as a centre of excellence.  

Often, the HR team will have traditionally been a personnel function, who are known more for

refusing requests to increase headcount or for sorting out pension queries than for providing 

leading edge consultancy services in the field of human resource management.  In many areas, this

is no longer the case, but it might remain the perception.  So often nowadays, the PR is just as

important as the HR.  

It will be invaluable to look long and hard at your own function, even using a SWOT analysis, to

see how it is placed to carry off the changes outlined in the strategy, particularly if development is

included.  It might require you to build internal skills or to develop a marketing strategy for your

function, but don’t try to move forward until you’ve done it. 

A model for implementing a Human Resources Strategy 
Over the page we present a model for implementation which is of course, suggestive rather than

prescriptive.  You will need to judge what is the art of the possible.  What is most important is that

all stakeholder groups feel that they are properly represented on any implementation groups.  The

process of implementation builds on the process of developing the strategy with communication

being the essential starting point. 

This process acknowledges the essential relationship between strategy, policy and procedures.  The

Human Resource strategy defines the intentions of the health agency concerning the direction it

wants to go in developing and implementing policies and procedures. 

Figure 3: Operationalising Strategy
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Figure 4. Human Resource Strategy Implementation Model
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Suggested step by step approach to implementing an 
effective Human Resources strategy

1. Assemble some implementation groups made up of Human Resources practitioners and 

representatives of all relevant stakeholder groups, including Unions.

2. Directors of Human Resources needs to consult with each group to draw up goals and 

objectives.  These should be split into short and long term goals and should include any 

training or development activity that the group itself will need to complete.  

3. Produce a communication strategy to support the implementation plan.  The strategy should

incorporate mechanisms to facilitate two types of information exchange, i.e. (i) communication

for sharing/ relaying information, and (ii) communication for commitment/to gain buy-in to the

Human Resource action plan.

4. Launch the strategy, including an action plan for developing policies and procedures to support

the strategy at local level.  Make sure that consultation features heavily in these plans. 

5. Develop an action plan, policies and procedures to support the strategy.  (Plan for a number of

quick hits to start with in the action plan.  It is essential for motivational and buy-in purposes

that these quick hits are clearly visible.  This provides a solid platform on which to build bigger,

future successes.)

6. Inform all of resulting action plan, policy and procedures.

7. Skill up the relevant people to implement the policies and procedures with confidence and

competence.

8. Establish a process for monitoring, reviewing and evaluating the implementation of policies

and procedures against best practice.

9. Adapt policies and procedures by incorporating lessons learned at evaluation stage.

10.Continue the cycle of informing, training and evaluation.
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Problems and possible ways to overcome these
Problems that may arise may be as a result of lack of resources, length of time involved in 

implementation, lack of early wins, lack of senior management commitment, line managers not

adjusting to their new roles, HR staff not properly trained and so on.  

Many of these problems can be overcome by clear communication of progress, appropriate 

training for those taking on new roles, commitment and genuine interest from top management

and honesty regarding the time it will take to implement.  Regular reviews of progress and 

communication of the results of these reviews will help keep staff focused and motivated on

implementation. 

Without doubt, this is the most difficult part of the process and it is lengthy usually taking a few

years to implement fully.  Time will be lost if the interventions are not evaluated quickly so think

about formal and informal mechanisms for finding out how well things are going.  

It will be useful to appoint a dedicated resource to ensure that implementation plans are going

according to plan. 

Review and monitoring of the strategy
Implementation needs to be reviewed and monitored on an ongoing basis to ensure alignment of

Human Resource practice across the health service, against the Human Resource strategy.  There

should be regular audits using best practice standards.  The strategy should be evaluated against

milestones and key indicators at local level in each of the health agencies, voluntary agencies and

health board/hospitals and in primary care.  The strategy should be formally reviewed on an 

annual basis by examining its effect on staff and patient care.  Some internal and external critical

measurement points are outlined below:

Internal critical measurement points
These include:

• Auditing the outcomes resulting from the implementation of Human Resource processes and

the targets achieved to date.

• Measuring the effect that changes to Human Resource processes have made to matching 

candidates to jobs, retaining scarce talent, promoting equality and diversity in the health service etc.

• Reviewing the attitudes of staff to the changes to Human Resources structures and 

their views on the quality of their work-life in the health service to assess any improvements.

Communicate results of survey.

• Benchmarking progress against objectives and timescales.
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External critical measurement points
These include:

• Measuring the quality of service offered to patients (by conducting patient satisfaction surveys).

• Benchmarking with the progress of Human Resources initiatives in other health agencies.

• Communicating with other Directors of Human Resources to get ideas or discuss concerns.

• Measure how the health health board/hospitals are progressing compared with 

their competitors.

Recommended Toolkits / Books for Guidance
Strategic Management in Public and Voluntary Services: A Reader. Bryson, J.M. (ed) (1999).

Oxford: Elseview Science Ltd.

The Changing Public Sector: A Practical Management Guide. Malcolm Prowle. (2000). 

Hampshire: Gover Publishing

Aligning HR and Business Strategy. Holbeche, L. (1999).  Butterworth-Heinemann

From Admin. To Strategy: the Changing Face of the HR Function. Tamkin, P. Barber, L. Dench, 

S. (1997).  Institute of Employment Studies.

Strategic Human Resource Management. Armstrong, M. (2000).  Kogan Page.

Personnel Departments Strategies. Bromley Hospitals NHS Trust (2000).

Human Resource Strategies: policy and practice in Ireland. Roche, W. Monks, K. Walsh, J. (1998).

Oak Tree Press

Job Analysis: A practical guide for managers. M. Pearn and B. Kandola (1988 and second edition

in 1993). Institute of Personnel and Development (IPD).

Managing Diversity in Ireland. Fullerton, J. and Kandola, R. (1999). Oaktree Press.

Empowering Team Learning. Pearn, M. Mulrooney, C. Hodgins, J. Lamsdale, C. (1998). Institute of

Personnel and Development (IPD). 
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Notes
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